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1. INTRODUCTION
This Guidelines on the Best Practices on Cultural Management in EU (the Netherlands) Cultural
Institutions is part of the PAC Multimedia project “Promoting a New Model of Cultural Institutions in
Republic of Macedonia: best practice from the Netherlands”. It is an initiative that brings together three
municipalities from Macedonia: Kichevo, Tetovo and Gostivar and cultural organizations from the
Netherlands. The joint project provides a vehicle for the purposes of enabling the change through
strengthening cross-cultural understanding and dialogue.
Performing Arts Centre Multimedia from Skopje, have worked on the implementation phase of this project
which has involved fist of all communication with the officials from the municipalities in Macedonia as
well as the experts from the Netherlands about the content of the guidelines, defining of the criteria for
selection of cultural institutions from EU (the Netherlands) that will be part of the analysis, as well as
defining the methodology of analysis of the Best Practice models.
The main aim of this Guideline is to present the best practice regarding cultural management of the
cultural institutions from EU (the Netherlands) that can serve as an instructive model of management
practices for the cultural institutions in Macedonia.
The authors of this Guideline do not have a pretension to create a general or fixed overview of the Best
Cultural Management Practices on European level; rather, they have created this paper only as part of an
already determined framework of the overall project which is focused on the cultural life in municipalities
in Macedonia. We are sure that in EU one could find plenty of examples of the good arts management
practices, but the selection of the institutions analyzed in this Guidelines was determined by the
consultation among PAC Multimedia, municipalities and experts from the Netherlands This means that for
any other socio-political, historical and economic and cultural contexts and frameworks, the Guideline on
Best Cultural Management Practices on European level would be different, with different selected case
organisations.
Having in mind the Macedonian‟s context, the following cultural institutions have been chosen as a best
practice for this particular Guideline:
1.
DE TOLHUISTUIN, the Netherlands
2.
EYE Film Institute, the Netherlands
3.
KUNSTEN `92, the Netherlands
This selection of cultural organisations from EU (the Netherlands) represents a collection of the practical
arts management approaches that could eventually act as instructive examples of good practices to the
Macedonian cultural organizations. It provides an overview on the management and structural models,
methods, tools and strategies either already implemented in the recent past or being conceived for
implementation of the strategic management visions of the selected institutions.
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The complexity and diversity of the cultural sector in EU implies that this Guideline should be considered
as a non-representative sample, rather than as a comprehensive overview of the situation in the cultural
sector in the European Union as a whole. However, the trends identified within the three case studies
compiled in this guideline and the key conclusions derived from them, offer informative and instructive
insights for the Macedonian cultural organisations. As such, the guideline contains valuable lessons learned
through the practical experiences of the different cultural organizations and their staff that could offer an
important basis for the problem identification and the know-how transfer within the continuing process
relating to improving the quality of arts management in the cultural institutions in Macedonia.
The guideline could serve as a resource of practical knowledge and experiences within the cultural sector in
the process of restructuring and reforming of the system of culture and raising the internal capacities of the
cultural organisations in the field of arts management in Macedonia.

2. BACKGROUND
2.1. Background and Objectives of the Best Practice Guideline (Why)
This Guideline is a result of the systematic attempts of international and local organisations working in
Macedonia to initiate the process of change in the field of arts management in this country. The aim of the
Guideline is to give an overview of the arts management practises within three cultural organisations from
the Netherlands that could match the needs and problems of Macedonian organisations and possibly
represent the model for strategic changes in the organisational approach towards arts management.
Objectives of this paper are twofold: first, to be informative about existing dimensions of the arts
management within the cultural organisations on European level on the basis of experiences and practices
of three selected institutions, and second, to be instructive and to possibly offer the applicable and
inspirational models which, with certain modifications, can be applied in the context of Macedonian
cultural institutions.
The specific objectives of the Guideline are:
1. INFORMATION: collection of detailed inventories of the key information on three cultural organisations
in the Netherlands:
- characteristics of organisational governance
- characteristics of planning and fundraising activities
- characteristics of HR management
- characteristics of programming strategies
- characteristics of online activities
2. ANALYSIS: unbiased assessment and comparison of three cultural institutions on European level.
- strengths and weaknesses of arts management practices differentiated according to different
assessment criteria
- best practices, lessons learned and success (risks) factors within all institutions
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3. DISSEMINATION: “user-friendly” and concise presentation of complex research findings for
dissemination to cultural institutions in Macedonia in order to inspire and challenge current practices of
cultural management.
4. INSTRUCTION: the Guideline can be used as part of the arts management training programmes which
target cultural organisations in Macedonia.
The Guideline is based on the analysis of three case studies of cultural organisations in the Netherlands
which are selected on the basis of two major criteria that mach local cultural context in Macedonia:
- type and scope of cultural institution
- political and historical context for cultural institutions
Regarding the first criteria, this guideline focuses on the different types of cultural organisations divided on
the basis of artistic discipline, function of the organisation, governance and ownership structure, and the
programmatic focus and scope of the cultural organisation.
The second criteria defines historical and political context of the cultural institutions that, up to a certain
level, can be compared with the local context of Macedonia.
2.2. Concept of Guidelines for Best Practice (What)
This guideline consists of the following parts:
2.2.1. Profiles of organisations: overview of the basic information about the selected
case studies of cultural organisations from the Netherlands (European level) with focus on the key
dimensions of arts management (unique points).
The profiles are developed based on the collected information about the selected cultural organisations
from the Netherlands (EU), originating from three main sources: information from official documents
(strategic plans, annual reports and other official publications), official web sites and the interviews
conducted with the key management staff from the organisations.
2.2.2. Conclusions and Recommendations: This section summarizes the main
findings of both qualitative and quantitative research streams that have been undertaken for this report,
and the most relevant conclusions were derived from the collected body of data and information. Finally, in
this part, we provide some recommendations that can be used in the following phases of the project,
namely the arts management training programme for the cultural operators in Macedonia.
2.2.3. Appendix: list of institutions with contacts.
2.3. Methodology of the Best Practice Report (How?)
The essential methodological approach in this guideline, a analysis of the best arts management practices
in the cultural organisations on European level that could serve as an instructive model of management
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practices for the cultural organisations of Macedonia, is based on environmental functional analysis (case
study), which consists of desk and field research
2.3.1. Methods used in creating this guideline
2.3.1.1. Desk Research
·
documentary research on cultural management practices in cultural institutions
chosen from EU (the Netherlands);
All documents and literature that were available to the expert‟s team, related to this topic were
read and used as a reference while writing the report.
·
content analysis of existing documentation on goals and instruments of organizational
policy (strategic plans, long term and short term plans, budgets, annual reports and plans);
2.3.1.2. Field Research:
·
interviews with three cultural leaders (three visits to cultural institutions in the
Netherlands).
The interviews were conducted by the experts from the PAC Multimedia. All of the interviewees
were from the top management positions of the institutions involved. Each interview lasted for
one to maximum two hours and the following list of questions/topics was used as a guideline for
the conversation with the respondents:
Short history of the organisation within the context
Unique points of the organisation
Strongest/ Weakest points of the organisation
Management structure of the organisation
Importance of strategic arts management and long term planning
Personnel-educational structure and the importance of educated staff in arts
management
Importance of arts management capacities within the organisation- strongest and
weakest links
Most difficult points/key issues for the organisation in the past 10 years and how did they
overcome it
Collaboration with the government - Funding, appointing directors, political influence,
interference with the programming (obstacles/advantages)
Management of funding (sources, planning, approach to potential funders
Collaborations with other institutions on local/international level (examples, experiences and
obstacles). Examples of EU projects.
The importance of a charismatic leader
Organisational culture (flexible, friendly, democratic, non-hierarchical, etc...)
The role of the PR and relations with media
Audience development- how are you relating to your audience?
Importance of innovation and ICT
Some of the interviews were recorded, whereas notes were taken on others. After the interview, a data
matrix was created where all main points from the discussed topics were elaborated, in order to use it for
the process of writing the report.
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3.

Case Studies of Best Practices in Arts Management from the Netherlands

PROFILES OF THE CULTURAL ORGANISATIONS:

-

Tolhuistuin Amsterdam, the Netherlands

-

EYE Film Institute Netherlands, Amsterdam, the Netherlands

-

Kunsten ‟92, Amsterdam, the Netherlands
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TOLHUISTUIN Amsterdam: New Community
Underdeveloped Neighbourhood:
Personal contact with your audience is essential!

Cultural

Centre

in

Tolhuistuin is an old secret garden which will become Amsterdam‟s new cultural playfield for music,
(performance) art, cuisine, academia, film, dance, debate & people. It is a venue, a production house, a
summer festival and an unconventional collection of cultural organizations all based in Amsterdam Noord
at the Overhoeks site, opposite Central Station. The whole complex was opened in October 2011.

The park in front of Tolhuistuin, a vibrating cultural spot during the summer (photo from Tolhuistuin
web site)
The Space for the Centre Acquired Through Pubic-Private Partnership
“The building, the complex and the parking used to belong to the Shell oil company, but they left it, and
the municipality bought the space 4 years ago (when the economy was good). The intention of the
municipality was to either sell or rent at high price. But in order to attract attention to the location, the
municipality decided, which is very Amsterdam-like, to rent it temporarily for five years at low rent to
cultural initiative, which means that we have to create the hype, create the buzz, attract the people, make
the place visible, help the audience to understand that Nord (part of the city where Tolhuistuin is based) is
not very far away, so 5 years later, they can kick us out and sell it or rent it to commercial enterprise.
That is the city policy – send in the artists, create the buzz, rise the property value and then make profit”,
says Chris Keulemans, artistic director of the centre.
The Winning Strategy- Content before Everything Else!
Many organisations have competed for this place. Keulemans says that “it was very tough competition with
the serious expert jury from various fields (commerce, cultural policy, bar and restaurant, all the dimension
of the place were represented in the high class jury)”. “The reason we won”, points Keulemans “was the
content, because we focused and emphasised the value of this place for Amsterdam Noord, we proved
that we had partners in Noord – citizens‟ groups, children‟s‟ groups, activities, small catering enterprises,
so quite rich number of partners in Noord that exist on very small scale and we showed that we wanted
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to include them in the set up of Tolhuistuin in order to give them a bigger platform. In the organisation,
we included many people from the Noord, in the construction, catering, management and programme
work. So in our fixed team of 8 people that we have now, 3 are from Noord. So, our mission is also
providing job opportunities for the people from the neighbourhood- that is why they chose us”.
Granting Empty Industrial Spaces to the Artists - Common Practice in Europe
“What cities in Western Europe have discovered is that they all have vacant harbour or industrial areas.
All the industry is gone, this space has not been discovered by the public or by the tourists, it is not ready
for the commercial, high standard business, so they assist artists, creative companies, young initiatives
by low rent and by easy facilities, so they can bring the place to life, and then the real estate values rise,
people are attracted, job opportunities, housing opportunities, the economy gets going, and than, 5 – 10
years later the property value rises reaching the value for the proper owner, that is, the municipality”,
says Keulemans.
Unique Business Model- Starting from Nothing and Risking a Lot
“The business model for this place depends on few things”, explains Keulemans. “One is low rent, the rent
is not extremely low, but it is decent. Then the business model is based on two things, the first one is of
course, attracting the audience and selling the tickets, and the second one is the bar and the restaurant,
basically the bear sales, and the partners that I have attracted to run the bar and the restaurant have
agreed to pay the rent for the whole building and to offer 60% of their profit to the cultural activities. This
means that we, as the cultural programmers, don‟t need to pay the rent and get income from the bar.
That is not enough to run the place and it's certainly not enough for the construction work and interior
design for the place. So we needed more money to start up. That money was invested partly by the city,
as the owner of the complex. We told them: “OK, you have given us the contract for 5 years, you expect us
to create great cultural centre, that means that we need to change many things in the building, but you
cannot expect us to invest 3 mil EUR and earn it back in 5 years, that is impossible. But, you are asking us
to create a place that will earn you profit in the future, because we are going to make this place more
valuable then before, so if you invest now in the construction you will get the profit later and they agreed
to that because we also provided our own money. The construction work costs 3 millions, the city paid
half of the money, the Henken brewery paid 800.000 in advance we are paying them back from the
money made by the bar. The housing corporation that owns the whole neighbourhood behind the
building is sponsoring us in the construction work with 200.000 and then each of the company/
restaurant partners invested 100.000, so that is how we got the whole thing together. The funny thing is
that we started this centre with absolutely nothing, there was no foundation, we had no money, we won
the competition, but we had literary a zero on the bank account, so it was a big gamble”.

Maquette of the new centre (photo from Tolhuistuin web site)
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“If you open cultural centre in a city like Amsterdam, it is important to be culturally very diverse. We
have to reflect the diversity on the streets. Homogeneity is our enemy. “
Against Homogeneity- Amateurs and Professionals Making Together the Cultural
Programme of the Centre
“The complex includes 4 smaller buildings. We rent those from the city and sub-rent them to smaller
cultural organisations working in the fields of music, performing arts, visual arts, architecture and
design. I selected them under one condition, that they have to participate in the public activities, not just
use the workspace, but also they have to contribute to the public activities. They can organize theatre
shows, exhibitions, concerts, architecture competitions, whatever, but I have 4-5 basic rules for
Tolhuistuin and all of them have to work according to them. 1. Everything we do here is public, so it is a
public space not a working space. I want to be as open as possible as to as many people as possible, so
everything we organize here has to show that everyone is welcomed, regardless whether the audience is
white or black; rich or poor; or whether it comes from Nord or from Amsterdam. I want the place to be
very active on the daily basis so whenever you enter something should be going on: children‟s party,
exhibitions, concerts, wedding parties, workshops, media installations, whatever, but something should
always take place. Greatly culturally diverse, today it is important that from one such centre opened in a
city like Amsterdam, the visitors have to transfer the diversity to the streets. Homogeneity is our enemy.
Whatever we do, it has to consist of un-similar elements. I am always looking for the combination
between the very local, community based and very international, sophisticated, high class. That
combination is essential. This is very complex to coordinate, because everybody loves the idea, but in
practice, they focus on their own work. And yes, it is challenging to get amateurs and professionals
together. “
Government does not Interfere with the Artistic Programme
Local government does interfere with our work, but in this case, that is not the problem because our
agendas are the same. They want us to create job opportunities for people from the neighbourhood and
that is what I want to do also. And they don‟t interfere with the artistic programme, because they don‟t
know anything about it.
“Mission statement is written in the documents, but according to my experience, it is never enough. You
need to practice it every day and in every choice you make.”
– Chris Keulemans, Artistic Director of Tolhuistuin Amsterdam
Every Arts Centre has its Own Ideological DNA
“In the first phase the whole thing depended on me”, says Keulemans. “Not because I am so charismatic
but because I am very stubborn. I think that very few people with experience like mine would have kept
going. The first 3 years I did not earn anything so I put my own money that I‟ve earned elsewhere. Not
many people would do that. But now, I am slowly, gradually, sharing the responsibilities with other
people provided they understand that this place is a village, it is a community, it is a form of us, and that
there is no “us and them” inside this community. It sounds very easy but it is very difficult, because you
are running into people all the time. There are nice people who are so focused on their own private
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interests and they are incapable of working here, because here you need to share your space, your talents
and even your money with the others. It is only when other people get this idea when I can let go of my
responsibilities. That is my hope. But I think that the same goes for any centre. It has certain ideological
DNA and you have to imprint it very organically into the organisation and everybody should share it.”
PR People Get Crazy with Our Centre
Keulemans explains how difficult is to communicate the programme of the centre to the audience. “We
have to connect to all kinds of different scenes and different audiences, to people over 70 who are
interested in fine art but also to kids from the neighbourhood who are 15 years old and interested in street
art. I want to reach them all. That drives our PR people and designer crazy. They tell me we need to have
one simple clear message. And I always say- sorry we don‟t have one simple clear message. Our message
is that we have many messages.”
Engaging with the Local Community
Especially with communities like these which are not used to visiting cultural activities, communicating is a
matter or repeating and repeating and repeating and repeating and repeating, argues Keulemans. “And
very often, literally, taking them by the hand and dragging them into. Having the people from the
neighbourhood, even the problematic people, the alcoholics, the teenage kids is also important factor... if
you have them here and you include them in the gardening, in the construction work, or whatever, they
will regard it as their own place, they will feel the ownership, and they will guard it from the other
people”.
“One vital thing is that I moved and came to live to this neighbourhood which is one of the poorest
neighbourhoods in Amsterdam, and that makes a big difference. You live there, you walk in the streets,
enter shops, meet people... and they start to trust you and recognize you... They don‟t care much about
artistic stories but finally they realize that in their small neighbourhood there is a nice space where they
can feel welcomed.”
– Chris Keulemans, artistic director of Tolhuistuin
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EYE Film Institute Netherlands- Merging as an Arts Management Strategy!
On January 1, 2010, four organisations- the Filmmuseum (with large collection and function of restoration
and preservation of films and film culture, but also distribution and programming departments), Holland
Film (responsible for the international promotion of Dutch film industry; trying to put as many Dutch films
on international film festivals, organize programmes for embassies abroad), the Netherlands Institute for
Film Education (umbrella organisation for film education in the Netherlands responsible for film
programmes which are offered to schools, cinemas, libraries - all about film education) and the Filmbank
(distributor of short and experimental films) - pooled their resources to form a new organization. With this
merger, the Dutch film world has gained a sector-wide umbrella institute that works to support national
cinema culture. The four organizations now operate under the name EYE Film Institute Netherlands.
The Institute will have a new building which will be opened in March 2012. The space is large and there will
be a National Film Centre as well a place where the public and professionals can meet with each other. The
entire organisation will act as one; it will organize local, international and domestic (in the building itself)
programmes.
The Building- Public-Private Partnership
The building is developed on the assignment of ING Bank, explains Ido Abram, Director of Communication
and Presentation at EYE. “We are actually renting space from them but we‟ve got the guarantee from the
Ministry that we can pay the rent for the upcoming 25 years. Because of this guarantee, we have received
a low rental fee”.

Artist impression of the new EYE building by Delugan Meissl Associated Architects (photo from
www.eyefilm.nl)
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Rationale for the Merge-Cutting Costs and Avoiding Overlaps
Ido Abram explains what is the rationale behind the merge of four organisations into a new one: “Cultural
ministries in the Netherlands have vision that every cultural discipline, not only the film, has to have 2
leading organisations: one fund which is responsible for funding, and one, as we in the Netherlands call
it, sector institute, like we are. We are the national film institute responsible for the different activities,
but we don‟t give funding”.
The new government in the Netherlands has announced enormous cuts on culture spending; 200 million
EUROS which, according to Abram, is disastrous. However, Abram warns on the risks of the process of
merge. “When we have been asked to merge into national film institute, we made one thing very clearyes, it can be good to avoid overlaps, to join forces and become stronger, but it should not be the economic
reason only to cut the budgets. Because all of the organisation in the film sector in the Netherlands have
small budgets anyway. And most ministries, when they think about merges, think that it is cost effective,
so we take away also half of the budgets. And that is something that cannot happen”.
Organisations that Form EYE
The Filmbank (www.filmbank.nl) - With four employees and 11 volunteers, the Filmbank distributes and
presents pioneer Dutch films from all genres both at home and abroad.
Holland Film (www.hollandfilm.nl) - With a staff of six, Holland Film works to increase the visibility of
Dutch cinema on the international market by means of marketing, promotion, and spreading knowledge.
Netherlands Institute for Film Education (NIF) (www.filmeducatie.nl) - With 13 employees, the NIF
is the film sector's national expertise centre in the field of education on film and other media.
The Filmmuseum (www.filmmuseum.nl) - Manned by a staff of 150, the Filmmuseum is the largest and
most important centre for cinematography in the Netherlands.
New Organisation and the Old Staff Mentalities
Abram argues that new organisation means an automatic change of the old mentalities. “Now that we have
a new organisation, it is important that the staff from the previous organisations realize our new mission
and strategy. The most important thing is first of all explaining over and over again until everybody
understands our new organization. Explaining that we‟re not just a film museum anymore, we‟re not just
responsible for international promotion; we are the national film institute, with a new mission. And we
do that through different activities such as collection, programming, education, promotion, etc. So
everybody contributes in an equal way, but a different way to it. As long as people understand that it‟s
not the fact that they‟ve become less important or that their work has become less important, you get
there. That means a lot of talking, sometimes with your fist on the table, and “now you listen, this is what
it is, take it or leave it…”, but it takes time. People have to get adjusted and they have to feel that they are
still taken seriously. You have to explain what the result should be as long as everybody shares the same
vision and the same result”.
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Logo of the new organisation
“Since we have a new logo, a new name, I said to the staff- don‟t put too much information in your email
signatures, just focus on the new name and the contact details… People should get familiar with our new
name.”
Joining Forces and Expertise in New Organisation
The merger reflects ambitions that go beyond the original responsibilities of the participating
organizations. Eye will become the face of Dutch cinema both at home and abroad, and it will function as
ambassador of national film culture. The sector institute will target both wide audiences as well as the
professional film world, making use of a renowned museum film collection, restoration and research
expertise, and a great deal of experience in the fields of education and international promotion and
marketing. International advertising and communication company Wieden+Kennedy, will take charge of
the institute's branding.
New Institution Dedicated Completely to Film Art
By joining forces, digitizing the film collection and building a spectacular new headquarters on Amsterdam
Harbor, EYE hopes to lay a strong foundation for a contemporary, dynamic film institute where everything
revolves around watching and seeing.

Maquette of the new building of EYE (photo from www.eyefilm.nl)
Funding from the Government
For EYE's new responsibilities and activities, the Ministry of Education, Culture and Science has promised
a contribution of €350,000. The same amount for new activities intended to strengthen the film climate
will be granted to the institute.
Abram confirms a very good relationship with the government, but warns on the effects of the
governments‟ changes. “If you have a new government, you have to start building relationship all over
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again. The new government has to follow its priorities and it‟s good, but it does not mean that we always
agree with them”.
Partnerships with Other Organisations
EYE wants to share the fun of film and wants to offer all it has with everyone. The Communication
Department tries to reach every possible audience and to increase access to the wide range of what EYE has
to offer. To achieve this, the Communication Department works with representatives in the film industry,
the cultural and tourism sectors, and the government. The Department looks for partnerships and builds
on relationships. The promotion of Dutch film abroad is one of its primary focuses. In the international
film industry, EYE is the face of film in the Netherlands.
Audience Development
EYE initiates, develops, and coordinates education on film and other media. The core activities of the
Education Department aim to improve quality and support innovation of film education and media literacy
initiatives. It also initiates expertise development programmes and advises executive organizations in film,
media and education.
“Our target audience is in principle everybody, everybody who likes film. Of course, we want to make our
audience broader and broader, to reach, let‟s say everybody…”- Ido Abram, Director of Communication
and Presentation at EYE.
Abram points out the importance of the feedback that they receive from the audience. “We have really
active audience who let us know exactly what they like or dislike, which is very good. And, actually, we
take that into consideration when making plans for new programs”.
Flexibility in Programming
The organisation has its overall mission, but they decided to include issues which they think are important
in their programme activities like, for example, cultural diversity. “But that can be different next year and
we are flexible in that regard to follow important social issues”, explains Abram.
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Kunsten ’92 - Defender of the Interests of Art and Culture in the Netherlands
Kunsten '92 is the independent, above-sectoral interest association in the field of arts, culture and heritage.
It has approximately 400 members from all disciplines in the culture sector who support the association
trough membership fee. The purpose of the association is to strengthen the position of the arts in the
Netherlands. The organisation does its mission without a subsidy, in the strong belief that artists and
cultural organisations themselves are the best in terms of articulating the interests of the art and
determining what is necessary for a healthy arts and cultural policy. Aiming to protect the interests of the
cultural sector, Kunsten '92 tries to keep lines between politics and art as short as possible. The
organisation maintains continuous dialogue with politicians, administrators and opinion leaders. Kunsten
'92 also organizes regular debates and research and keeps the cultural sector informed on the current
cultural policy developments. Kunsten '92 seeks to influence both the content and structure of cultural
policy.

Members coming from all over the country and all disciplines of the cultural sector, actively contribute to
the thinking about themes and topics that are of the association‟s interest. Moreover, the members are
those who make the results of the association financially possible.
Kunsten '92 was officially established on November 7, 1992. An association structure was selected for
Kunsten '92 because a direct link between artists, cultural institutions and politics was wanted to be
achieved. The original initiators of the action, Frans de Ruiter and Martijn Sanders became the first cochairmen. Frans de Ruiter says in the first annual report about the establishment of the association: "A
joint organisation in the field of culture never existed before and is therefore necessary. The culture sector
consists of different arts: orchestras, theatre makers, filmmakers, dance companies, literature, visual and
creative arts, preservation, performing arts, and umbrella funds. They never spoke with one voice. Not
until 1992."
Unique Mission
Kunsten '92 aims, with a collective voice, to reinforce the social and political climate for arts and culture in
the Netherlands. This is one of the rare interest organisations in the field of culture in Europe.
Non-hierarchical Structure
Kunsten ‟92 has a main office and two boards - Executive and General Board. The office consists of core
staff that organizes all the activities of Kunsten „92. Marianne Versteegh, Secretary General of the
association, is the Head of Office. She is responsible for communication between the office, the members
and the government.
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Speaking about the leadership in Kunsten ‟92, Versteegh points out that it is not important that her
position has different name. “We made my function being Secretary General, and not a Director and
some people ask why don‟t you change the name of that function. I think it is very important for an
association with so many members not to have a hierarchical structure. The members are my bosses and
the board is of course reflection of these members, but members are the most important. Kunsten „92 has
been founded because people wanted to make relations between politics and the arts shorter, they wanted
it to be close together. I see my function as coordination; I am the messenger of all our members and
that's how I function and that's why I don't need to be the director, the leader”, says Versteegh.
Emphasizing the Value of Arts and Culture
Kunsten '92 advocates for a sustainable cultural policy within which the space for art and culture in the
public domain is central; space on stage, in museums and in the media, but also in education and in the
debate on international cooperation.
The importance of the arts and culture should always be elaborated and this constant re-articulation of the
organisational mission represents a huge challenge for Kunsten ‟92 and representatives of all arts
disciplines should give their voice in this process. The intrinsic values of art and culture can only really
manifest themselves if artists and art institutions develop according to their own insights and their own
traditions. The central challenge for future policy is therefore to avoid influences on the content of art, but
at the same time, not to forget the debate about its value.
“Last year we asked a lot of NGOs, a lot of directors of boards of important organizations and a lot of big
companies - we asked them to sign a letter and send a letter to the government. So, then we do not act
ourselves but we ask other people to act and we facilitate that”. - Marianne Versteegh, Secretary General
of the Kunsten „92
Challenge of Formulating a Simple Message Among Various Issues
The objectives of Kunsten '92 in the last 15 years are more or less the same, barring changes in the nuances.
These accents shifts are mainly related to specific topics, about which the association is concerned.
Depending on the problems in the sector and what stood in the political agenda, the issues of our
association have included the following topics: cultural education, international cultural policy, media,
venues and artistic production, municipal cultural policy and cultural diversity. Kunsten '92 is concerned
with government decisions and / or with developments in the sector that affect the whole sector (or large
parts of it).
Preserving the Activities in the Turbulent Times
A new infrastructure, new funds, a further application of the profit principles in the arts, insisting on own
ability of cultural organisations to earn their income – that has changed in recent times a lot in the world of
the arts. Kunsten '92 acted in that turbulent period successfully as an above-sectoral interest group for over
four hundred institutions in the arts, culture and heritage sector. Together, they have organized a campaign
that resulted into 24 million EURO added to cultural budget. Furthermore, Kunsten '92 has successfully
put in question the profit principle for the art.
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The evaluation commission of the organisation analyzes the new culture system, identifies the effects of the
credit crisis for the sector, and together with other organisations in the Netherlands, plans activities.
In the context of the upcoming municipal election, we have made a strong focus at the position of arts and
culture in the election programmes of the political parties.

Carice van Houten, famous Dutch actress on the poster for the huge national campaign under the name
“The Netherlands Shouts for Culture” against cuts in cultural budgets organized by Kunsten ‟92 (photo
from www.kunsten92.nl)
Importance of the Lobbying for the Culture
For more than fifteen years, the Kunsten '92 holds (political) problems that cultural institutions are
struggling with, on the agenda. This is in the belief that art and culture are valuable elements in society and
that at the same time cultural policy plays a limited role on the political agenda. Kunsten '92 seeks greater
involvement of the politics in the arts because it creates sustainable importance of the cultural policy.
The association believes that artists and cultural institutions have to be able to precisely say what is best for
the sector and that the lines between the arts sector and policy makers should be as short as possible.
“We have a very small organization and we always have to adapt because the mainstream of our actions
depends on the political situation.”- Marianne Versteegh
Therefore, Kunsten '92 carries a strong lobby on the national level in the Hague and also within the
regional politics.
Developing Political Partnerships
In the recent years, the association has developed valuable partners among politicians, civil servants, the
Council for Culture, managers, funds and opinion leaders. It presents obstacles, gaps and flaws in policy
and decision-making and brings them back to attention.
Working on the political level brings lots of challenges for the organisation, says Versteegh. “It is always
difficult to work on cultural policy field, because all those people in the governments, they change all the
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time. Sometimes we establish very good contact with some politicians, but they soon disappear and we
get other people in the government, and we have to start from the beginning. So things are always
changing, it's always moving”.
Information Dissemination as Strategy for Capacity Development
Kunsten '92 believes the sector will be strengthened, as it is well informed. Therefore, the association
closely monitors the situation, interprets and analyzes it and makes everything available to members on the
website and in the Newsletter. Debates and informative meetings are regularly organized.
“We collaborate with many people in the promotional phase of our work. For our special actions and
public campaigns we always engage exterior people, we invite advisers from outside the organization,
creative people to articulate our ideas in simple and easily memorable messages”.
Who Can be a Leader of the Whole Cultural Sector?
“The leadership question is rather interesting; there has been a lot of discussion about that in the
Netherlands; if we in the cultural sphere need a big leader, like the one we have in a sports organization
who always had a very visible, well known person at the top”, says Versteegh. “In the culture field, a lot of
people say we should have the same sort of leader. Our president is well known public person, he is a
good debater, he is from television, but he is not the one person that all the cultural institutions would
identify with and say “yes he is our leader“. We think that it is not really possible to find such a person in
the cultural sector, because you have so many different sorts of art organizations, artistic disciplines,
directions, they all have their own leaders and there's not one person who can personify all those
segments of cultural sector”.
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4. Conclusions and Recommendations
This part draws the key conclusions from the case study analysis and the comparison of three cultural
institutions/organizations from EU (The Netherland). These conclusions are relevant independently from
the national context and are summarized separately for each institution/ organization.
Our conclusions are followed by recommendations targeted at the Macedonian cultural organisations.
One can observe that it is usually a combination of several dimensions of cultural management that makes
a successful cultural institution. It can be charismatic leadership, programming, internationalization, ICT,
or other dimensions, or several of them in the combination. Nevertheless, in most cultural institutions
analyzed in this report, one or few dimensions of arts management dominate over others and these can
serve as an instructive example for improving the arts management capacities in Macedonian cultural
institutions.
4.1. Conclusions
Based on the thorough qualitative analyse of the material presented in the profiles of the three selected case
studies of cultural organisations from EU (the Netherlands) conclusions can be drawn for each individual
institution as following:
Tolhuistuin
A building for the centre could be acquired via public-private partnership, which is a common
model in Europe- government guarantees that the cultural institution will pay the rent to commercial
company with low rental fee.
Granting empty industrial spaces to artists- this common practice in Europe could become a
model for government support for arts and culture.
When starting new cultural organisations, making different investment partnerships is crucial.
Making experiments and innovations can be a risk, but could also become an enormous success strategy of
organisations.
Unique combination of “high” and “low” art, amateurs and professionals together, can be seen as
interesting programming strategy of the community arts centre.
Initiative of the charismatic leader is always crucial. He/she has to be engine behind the
organisation.
The direct contact with the local community is essential for the success of the community arts
centre.
EYE
Merge different complementary arts organisation into new one can be seen as strategy to reduce
costs and avoid overlaps.
New organisation means change in the organisational vision which has to be carefully
communicated to all staff members. Every change in the vision of the organisation (as a result of external
or internal influences) should be gradually and carefully communicated to all personnel.
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New cultural infrastructure (new building) can be successfully built via projects of public-private
partnerships.
When making new programmes, cultural organisations should always take into account the
feedback from the audience.
Organisations should be aware of the current social trends and leave space in the programme to
devote their work to such issues. Programme schemes should always be flexible.
Kunsten ‘92
Arts management strategy can be embodied in the unique mission of the organisation- in the case
of Kunsten ‟92, it is acting in favour of the interests of the culture sector.
Every organisation should put emphasize on the importance of the advocacy and political lobbying
in the sphere of culture. (This is largely marginalized in Macedonia)
Distribution of important information among cultural organisation can be seen as a strategy for
their capacity development.
4.2. Recommendations
The authors of this guideline do not want to give deterministic and dogmatic recommendations, because we
take into account the peculiarity of the contexts and organisational missions. However, we would like to
emphasize several issues that are of great importance for every cultural organisation that we have analysed
in this paper and could be applied to the Macedonian cultural institutions. They are as following:
Strategic planning as a key instrument for development of cultural organizations (all analyzed
institutions have it as a main instrument of their internal policy).
Strong communication with local community/ audience.
Programs relevant to local context.
Adaptive capacity and flexibility based on the evaluation of the work
Striving to achieve artistic excellence on the one hand, but also having programmes for amateurs
on the other.
Charismatic leadership is crucial and should not be politically influenced.
Organisation should always consider the options available for public- private partnerships as
model of the future investment projects and financing models.
Entrepreneurial spirit should be developed within organisations (sustainability).
New branding of old cultural institutions and redesign of traditional institutions (using famous
artists as a starting point of development of an institutions/organization.
Active participation of citizens in the decision-making processes within the organizations.
Diversified sources of funding (public, private, sponsorship, etc…)
Constant transfer of knowledge among staff in needed fields (ICT, digitalisation, management,
branding, PR, audience development, etc…)
Cooperation with different organisations in cultural field and other fields at different levels (local,
entity, state, or international level)
Diversification of programmes (education, social topics, health, etc.)
Integrative programme approach (interdisciplinary approach).
Experimentation and social and political engagement.
Importance of good internal communication (data bases, software, ets...).

PAGE 21

NEW MODELS OF CULTURAL INSTITUTIONS

Developing strategies for audience development (educational activities for new audience).
Organisations‟ web sites as very important and new way of communication should be:
transparent, effective, maintained, accessible, user-centred, responsive, multilingual, managed and
preserved.
Advocacy activities and involvement in design and implementation of cultural policy.
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6. Annexes
6.1 List of three cultural institutions from the Netherlands
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